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ROCkIT Journey – Implementation 
Beginning in March 2014 and up to July 2014 we were in our planning phase, at which time we finalized our CONOPS. (only say this if you don’t use the “planning” slides.)
We are now in our Implementation phase, which contains a creation task, live test, and a refine task.  
The Create Task focuses on:
Designing and building the enhanced Operational Control System (OCS), which is called MOJO. 
Developing the Automated Training materials and using the Commerce Learning Center (CLC) as the platform.  
And the design and standup of the Operational Control Centers (OCCs)
Note: As part of this task, we are taking into consideration policy and staffing issues as well. 
We met with Legal, Policy and HRD to gain; 
approval for the CONOPS,
direction regarding what policy or procedures we need to ensure get modified to incorporate changes due to the CONOPS, and
implementation guidance.    
We are coordinating with HRD to get job descriptions, classifications, and pay scales created for the new positions introduced by the CONOPS.

The Live Test Task is focusing on:

As the CONOPS is a dramatic change from how we have conducted the Census in the past, we will be conducting a simulated experiment (SIMEX), live test of the new management structure.  We are looking to learn more about whether or not we have set our staffing ratios appropriately prior to the Field Test.  
We will also be testing the Operational Control System (business rules and user interface design), Automated Training (content and user interface), and Operational Control Center (design)

The Refine Task is focusing on:

We will refine all areas (the Operational Control System, Training, Operational Control Centers, and finalize staffing ratios) in preparation for the 2015 Field Test.  The refinements are based on what we learned during the SIMEX.  

https://www.youtube.com/watch?v=CxTBcUTBbBo
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We conducted a SIMEX (dry run) using a combination of scenarios, real-world systems, and synthetic data. This simulation dry run enables us to evaluate ROCkIT’s revised NRFU concept of operations (CONOPS). The feedback from the dry run will enable us to refine our MOJO  Operational Control System, Automated Training, and Operational Control Centers; evaluate staff ratios, and be well positioned to continue on to the Production Phase of our ROCkIT Journey.

The team is utilizing a MITRE structured approach to prepare for this simulated dry run.  This approach results in: 
Scenarios for conducting the SIMEX
Recruitment of staff to play the roles during the SIMEX (approximately 100 individuals from the Regional Offices and HQ)
Technical infrastructure and systems required to conduct the SIMEX
Synthetic data used to simulate the operational environment during the SIMEX 

Scenario Development entails:
Identifying and generating the scenarios and situations that the SIMEX participants will encounter to simulate a real-world environment

Recruiting entails:
Determining the roles to be played during the SIMEX
Recruit staff to play roles (e.g. AMO, FMOs, LSOs, Enumerators, and Observers)
Note enumerators will not be conducting live data collection interviews.  Interview data will be simulated. Enumerators will be acting out scenarios based on the simulated data.  
Training the participants using online training modules and in-person classroom sessions

Infrastructure Build Out entails:
Developing the simulation software and integrating it with the real-world systems
Determining how the data will flow between the simulations and the real-world systems

Synthetic Data entails:  
Generating a synthetic universe of cases and enumerators.  
The synthetic data was created from real data and Research Triangle Institute (RTI) models 
The outcome is realistic synthetic data
Generating staff (roles being played during SIMEX) and case history data to be used during the SIMEX
Aligning data with scenarios to create the simulated operational environment the role players will react to during the SIMEX

The SIMEX event will occur November 2014
November 3 to 7 – online training
November 10 to 14 – classroom training and dry runs 
November 17 to 21 – SIMEX

Upon completion of the Simulated Dry Run - SIMEX we will move from the Live Test task to the Refine task.  We will use what we learned during the live test to make refinements to:  
Overall Concept of Operations
MOJO
Automated Training
Operational Control Center Design

All refinements will be completed in time for the last Phase – 2015 Production.  

https://www.youtube.com/watch?v=0tejLUHSUd0


Benefits of SIMEX 
 Confirm the ability to implement revolutionary 

concepts and new staffing structures, training, 
systems and technology  
 Able to capture real time issues before going into the 

field in May of 2015 
 Data to support conceptual decisions 

 Illustrate project’s agile process 
 Able to get early feedback on MOJO and training 
 Early use of tablets and systems by regional staff  

 Participation from all 6 regional offices 
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64 of 87 participants from regions
All regional participants had varying experience and job types

SIMEX provided the ability to alter staffing, roles and systems within a controlled environment.  It allows the Census Bureau to change variables and quickly learn about the new CONOPS and proposed staffing ratios without affecting the general public.  The SIMEX reduces the risk associated with implementing the major changes incorporated in the CONOPS by allowing for issues to arise and be resolved prior to the 2015 field test.      




What we learned 
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Staffing Ratios Appropriate?



What we learned 
 Correct OCS Design? 
 MOJO system is intuitive 
 MOJO user interface improvements 
 Importance of the MOJO messaging component 
 Smart device use was embraced by varying tech IQs 

 Automated Training work? 
 Training content improvements 

 OCC Design work? 
 Confirmation on the Operational Control Center (OCC) 

design and concept 
 Importance of coordination with IT service providers 
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We had 4 objectives this is what we learned.  

MOJO system is intuitive - users were able to use the system with a small amount of up front training

Smart devices were usable by varying tech IQs – all people even those with little technology experience were able to adjust/adapt and ultimately embraced the use of smart devices for future operations

Importance of coordination with IT service providers – not only to get the services but the service providers were able to test their processes and procedures in preparation for 2015 Field test.  






What we are Refining 
 Solidifying concept of operations 
 Updates to MOJO interface 
 Refine smart device solution 
 Update automated training materials 
 Institutionalize the new staff ratios 
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In addition to the SIMEX we have also completed a review of 8 of the X online training modules.  Access to the 8 courses were provided to the X reviewers (comprised of representatives from each region).   Feedback was captured during a 3 day working session held in the Chicago Regional Office.  This feedback along with the SIMEX lessons learned are what we are using to refine the ROCkIT CONOPS, MOJO, Training, and Operational Control Center  




Questions 
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census.2020.program.management.review@census.gov 

 Send questions to the email address below 

mailto:census.2020.program.management.review@census.gov


Let’s ROCkIT to Success!!! 
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